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SUGGESTED AGENDA FOR weexeno[ [| 


30 APRIL - 2 MAY 1971 


Friday, 30 April 


Depart Washington { ——_frmose who would prefer 


to drive should leave earlier in order to arrive for cocktails and dinner 


by 1830. No formal program after dinner; perhaps a movie. 
Saturday, 1 May 


There seems to be general agreement that the most important 
question to which we should address ourselves is: How can the Director 
exercise control over resources of the intelligence community comparable 
to that which he already has over substance? There is a consensus that 
this therefore should be the subject which we tackle first and that we 
should spend as much time on it as is necessary. I suggest, therefore, 
that we spend the entire morning of 1 May, and as much of the afternoon 
as seems desirable, on this subject. I would euvisave a general dis- 
cussion of the proposition. This general discussion should address itself 
specifically to the product: How can we improve intelligence collection 
and production? -- regardless of what the Administration decides to do 
about reorganization or investing the DCI with more control over re- 


sources. We could then go to alternative actions which the Director 
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might take to discharge his responsibility, assuming that he is given 
a strong hand in ihe coordination and control of resources. In the 
broadest sense there are at least three alternatives: 

(1) Use the Deputy Directors of the CIA as his principal 
staff officers to coordinate functional activities in the com- 
munity (maybe necessitating some reorganization of the Agency); 

(2) Beef up the existing DCI staff (NIPE, NIRB, etc.) to dis- 


charge these responsibilities and delegate to the DDCI or others 


CS ie ee ee es es Ge 


some increase of responsibility for the day-to-day management 
of the CIA; or | 

A (3) Some combination of (1) and (2) above. 

| | With this in mind, our discussion should include two presentations in 
7 support of alternatives (1) and (2) above. PPB has developed a sreséntae 
| all tion which could form the basis of discussion in support of alternative 
(1), D/DCI/NIPE, with help from D/PPB, could develop a second pre- 


sentation in support of alternative (2). 


1200 Lunch 


presentations by each Deputy Director. These don't need to be an hour 


i 1400 Continue with the morning discussion or proceed to individual 
i in length, but for planning purposes and allowing for slippage, I suggest 
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we plan on two presentations in the afternoon and two presentations in 
the evening. I suggest we break at about 1600, allowing everyone until 


1830 to take a swim, play tennis, ride a bike, catch a fish, or what-. 


ever your pleasure dictates. 


Sunday, 2 May 


I would assume that our discussion of 1 May would warrant a wrap-~- 
up session on the morning of 2 May. We should also be prepared, how- 
ever, to discuss other subjects if this is not the case. Some in which 
there is common interest and which we should be prepared to discuss are: 

(1) R&D activities -- not only the coordinating process within 
CIA but our whole attitude about R&D activities. DD/S&T will be 
prepared to lead this discussion. 

(2) NIRB. What has it done since our last meeting, and what 
does its future look like? -- whether or not the Director is given 
greater authority to coordinate resources. I would suggest that 
DDCI or D/DCI/NIPE lead this discussion. 

Ce Should they remain under 
separate Deputies as at present, or is there something to be 
gained by cons olidating — under one Deputy? As a minimum, 


is there some merit in having a central coordinating facility which 


OPAey 
Wines 
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ms could keep track of most, if not all, of the Agency's a7 
25XT, [| I suggest that DD/P and DD/I be prepared to lead 

. loa 7 ‘ — 

this discussion. 
- | 
~ (4) Agency resources -- status andtrends. ExDir-Comp 


and D/PPB will be prepared to lead this discussion. 


1200 Lunch 


1300 Depart for Washington. 
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MEMORANDUM FOR: Executive Director-Comptroller 


SUBJECT : 1971 Planning Conference 


1. A brief discussion of the interrelation ‘of the issues 
submitted by the various Deputies and those covered in the draft 
which Iam forwarding is in order. 


2. The DDP raised three issues: 


a. Allocation of R&D monies. 


es 


c. The Agency's image and possible steps to 
popularize it. 


All three of these issues are addressed in my paper: The R&D 
problem, through the disestablishment of R&D as a separate 
program and its subordination to each functional Directorate's 
control; the reorganization suggested places the 

the steps proposed and new perceptions gained hold prospect for 
improvement of the Agency's public image. 


3, The DDS&T raised the following issues and concerns: 


a. Size of the Agency and scope of its mission in the 
next decade, 


b. Elimination of 'weak sister" projects. 


c. Means of handling our budget fs 


cy 


d. Nature and future of R&D activities. 
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All these issues are implicitly or explicitly treated in this paper, 
except for c, whichis on the program board of O/PPB now. 
Point a. is in a sense what the paper is all about, Concern b. 
will be more easily dealt with when reorganization has occurred. 
Issues d. and e. are explicit subjects of the paper, expecially 
paragraphs 18-22, 


4, The DDS raised a single issue: Management of Informa- 
tion. Any fuller disscussion of the proposed new Directorate for 
Processing and Communications must necessarily deal with this 
problem in depth. Additionally establishment of this new Directorate 
should encompass solution of present Management of Information 
concerns, 


5, Chief theme of the DDI's paper is seeking means to put 
the Agency in the best possible posture to meet probable diminishing 
support for the Agency in Congress and Administration in the next 
few years, The reorganization I propose is one means to bolster 
the Agency's posture in face of such a challenge, This point is 
specifically addressed in paragraphs 6-7 and paragraph 17. The DDI 
goes on to make a series of intentionally provocative suggestions 
for discussion topics, 


Director of Planning, 
Programming, and Budgeting 


Y 
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MEMORANDUM FOR: Executive Director-Compiroller 


SUBJECT : Thoughts on the Agenda for the Director's 
; Planning Session at | 25X1 


‘1, It seems to me that this year's planning session should 
address itself to the possibility of diminishing support for CIA 
in Congress and the Administration over the next few years. I 
believe that it would be useful for us to decide in advance how 
we can put the Agency in the best possible posture to meet this 
contingency, To accomplish this, we should focus the session 
on the scope of CIA's activities, I suggest that we orient our 
discussions toward a highly provocative, antiebureaucratic . 
examination of whether all that the Agency does is really 
necessary so that we can identify those activities which are 
primary and should be retained end those activities that are 
peripheral, outdated, or particularly vulnerable to domestic 
eriticism for possible deletion. 


2. JI would propose that each of the Agency's programs 
be attacked by a highly provocative presentation by a person 
not directly responsible for the program, This presentation 
“would address the following points: 


“- Presumed purpose > of the program or activity. 
we Jfull costs: people, funds, beepneaa! 
"ies. In what important way would the elimination 
of the activity really affect the ability of the 


~ USG to make policy, enhance its national 
security, or influence world affairs? 


rs 
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“« What would happen if the Agency eliminated 
_the activity? Would anybody outside really 
notice it? Would some other agency pick 
it up? 


I suggest that all concerned contribute to a er of specific, « 


provocative pEopceyionS: A few such propositions are: 
i 


_ Withdraw from the NIS Program because it is 


designed to meet the needs of middle~ and lower+ 
level military planners and educational institutions 
rather than for the formulation or implementation 
of national military or foreign policy, 


Abolish the separate. Office of Research and _ 
Development. and make cach component responsible 
for that RD&E which relates to its own mission, 
Intercomponent coordination should eliminate 
duplication and unnecessary overlap. 


Now that the Agency's manpower levels are 


stabilized or shrinking, there is no longer the 


need for massive = recruiting, 
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h. Reduce the size of the ONE Staff to approximately 
.. a dozen professionals by using substantive officers 
f from the DDE and DDS&'T to draft NIEs for the 

Board's consideration, 


4, Evenif this approach does not lead to the elimination 


of any of the programs attacked, it should give us all a better 
understanding and rationale for their retention, 


R. J. SMITH 
Deputy Director for Intelligence 
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14 January 1971 


MEMORANDUM FOR: Executive Director-~Comptroller 


jig 
/ 


SUBJECT : Trip to [ 


; t 
1. Before departing on my trip I thought a good deal 
about the proposed meeting at and although [f 25X11 


have no strong views as to a precise agenda, I do have 


some comments on the general nature and tone.of the meeting 
which I hope will be useful. 


2. TI believe the scheme we followed last year where 

each deputy had a block of time to review his own shop 

and his problems was effective and should be repeated. 
Recognizing that this could tend to be just a rehash of 

Last year, I think the guidance should be that each should 
spend 5 to 10 minutes reviewing what he covered last year 

and spend the remainder on a fresh look emphasing changes 

that have occurred and new problems chak have been identified. , 


3, The next item is no doubt controversial and even 


. ‘pather: touchy, but I still fee] we should spend some time 
' objectively discussing what the size of the agency and the 


scope of its mission should be during the next decade, I 


‘pm well aware of the Director's strong views on no growth 
- and hopefully continued reductions, but would also hope that 
‘he is prepared to listen to arguments as to why that might 


not be a wise policy. Let me emphasize that I am not 
proposing that we debate a pa 3% cut in 1972 or any other 
specific numbers, but would foaus on long term questions 
as to what kind of CIA the US Government is likely to need 
in the next 10 years and whether there is any clear 
indication as to whether our scope and mission should in 
fact change. 


4, ‘Somewhat related would be a discussion along the 


lines we had in a couple of deputy meetings over the last 
year where we listed projects which.we considered to be 
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‘budget. ..I am aware_that you were present when that subject 
was discussed with ae of the fact 25 
that this matter cannot be dealt with unilaterally, but ay 

“must take full cognizance of the concerns of our 


Congressional Committees. Nonetheless, I think it would 


“purely budgetary point of view, but one of my’ major concerns 
“needed to develop highly sophisticated and reliable gear. 


a way that assures something short of complete success.. 
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rather "weak sisters" and might be climinated if we do 
continue a reduction in people and money. -It is not clear 
to me how much of that information was ever passed to 

the Director, but a discussion of that list or a revised 
one in his presence might be useful. 


5. Another item which I think would deserve some 
discussion time is that of the method of handling our. 


be educational as a minimum and new ideas as to alternative 
ways to handle our budget might be developed. 


6. Another subject which is more -specifically a DD-S&T 
item, but I would believe of general interest is our whole 
attitude about our R&D activities. JI do not mean this from a 


is still the fact that we are unwilling to spend the money 


We still tend to nickel and dime that part of our work in 


xr ertpe 
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Xf you would like, I would be happy to prepare a paper on 
that subject as a means of stimulating discussion... I 


. think this would also be a good opportunity to discuss the 
“whole R&D coordination process along the lines that you 
and I reviewed a couple of weeks ago. 


8. As I tried to explain at the lunch meeting with the 
Director, I feel the most important thing that happens in 


these meetings is the creation of an atmosphere wherein = 


people will freely discuss their views on the agency and 


Dan 
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“would urge that the agenda allow ample time_for discussing 
‘things that may emerge after arriving at 

yather than trying to carefully allocate the entire 

time period. i t 


Carl .E.-Duckett 
i. Deputy Director 
ade a for 
| Science and Technology 
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MEMORANDUM FOR: ecutive Director “Comptroller 


SUBJECT |, - + Director's Plamning Sesstof | uf 25X1 


1. In keeping with the idea of a limited na 


saber of items for 
consideration In an 


planning session, we suzvest only the 


subject "Management of Information in all Forms from Creation to 
Disposal or Permanent Archival Retention", Yhis is of particular 
ad importance to our Directorate because information'is produc ing 
incecasing demand3 on space, aix conditionine ard other utilities, 
communications facilities capabilities, records starape syatoms and 
-_ arcas, while our people and dollar resources to nicet them reroain x4 
fixed or are decreasine, Discussion at would give an 25 
opportanity to elaborate these points from parochial and Agency 
= viewpoints. 
| 2. If you believe that this itera merits consideration for the 
- HCI planning session arcnda we will be pleased to provide supplementary 
materials to fecilitate tie discussion. 
— 25X1 
ae 
; fecuty Director 
fox Support 
a 
aan : i 
a 
= 25X1 
: 0800060001}4_ 
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INTELLIGENCE AND FOREIGN. POLLY: 
ILEMMAS OF 4 DEMCCRACY 
By William J. Barnds— : 


oO 


ITH the obvious exception of Viet Nam, nothing the 
U.S. Government has done in recent years in the field 
of forcign policy has created so much controversy as its 
intelligence operations, especially the scerct subsidizing of private 
American institutions, The sinking of the Liberty with the loss of 
34 American lives during the 1967 Arab-Isracli war and the 
capture of the Pweblo by North Korea in 1968 brought home to 
the American public the dangers involved tn one type of intelli- 
gence collection and embarrassed an already beleaguered Ad- 
ministration. Of all the U.S. intelligence organizazvions, the Cen- 
tral Intelligence Agency has been the most vociferously attacked. 
Tt has been accused of perpetrating the 1967 Greck coup, ar- 
ranging the death of Ché Guevara and even fanning the flames 
of the recent student riots in Mexico as a means of influencing 
che Mexican Government to adopt an anti-Castro stance in 
hemispheric affairs. 

Some critics of CIA view it as omnipotent and evil; others 
attack it as bumbling and incompetent. Although only a mi- 
nority accepts either of these extreme characterizations, many 
Americans and forcigners are concerned about C1A’s activities, 
and they are far from reassured by repeated official statements 
that it is an efficient and fully controlled instrument of the U. 5. 
Government. The CIA has undoubtedly contributed more than \ 
other agencies to the alienation from the U. S. Government of 
an important segment of the academic-intellectual community 
and of young pcople; the arrival oi its recruiters on a college : 
campus is more likely to start a student riot then those of any 
other institution—with the possible exception of talent scouts: 
from the Dow Chemical Company. 

Present attitudes toward CIA represent a sharp departure 
from the situation a decade ago, Yet in the immediate postwar 
years there was considerable uncasiness about establishing such 
an organization. To do so scemed undemocratic and out of 
keeping with American traditions. Many Americans regarded 
spying as a dirty business, and looked on interfering in the inter- 
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nal afairs of other nations as inconsistent with our protesse 
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hat if the ‘United States was to protect its ee and fulfill 
e international responsibilities i in a harsh environment it had 
little choice but to engage in such activities. 

‘This consensus, like so many Saas has now vanished. Therc- 
fore it is appropriate to consider wl ly CIA was created, how an 
intelligence agency operates, the relations| hip of inte Higence ac- 
tivitics to forcien policy, a the difficulties and dilemmas (as 
well as the ree litics) such an institution creates s for a democ- 


racy which is also a major power, 7 ~ ca 
u 


The collapse of Sovict-American Hoes late in World 
War II gradually convinced most Americans that Soviet com- 
munism posed a critical challenge to U. S. security. The develop- 
ment of the cold war and the withdrawal of the Europcan colonial 
powers from Asia made it clear that this country could not escape 
a much deeper involyement in world politics than had formerly 
been the case in peacetime. Co: mplex and difficult decisions had 
to be made on a bewildering varicty of issues in a rapidly chang- 
ing internationai environment. The United sa was becom- 
ing involved in areas of the world about which it knew next to 
nothing, I it was uncertain about the capabilitics and intentions 
of both friendly and unfricndly natio: l sometimes not 
sure which was which. The imp! ications of the scientific revolu- 
tion for world politics and military affairs were difficult to discern 
with any clarity, and the relationships between Amcrican in- 
tcrests in different parts of the world were onscure. 

it soon became apparent that the United States lacked not 
only a forcign policy adequate to cope with this new situation’ 
but even the institutions within the U. $. Government necessary 
to develop and carry out an cifective policy. Institutions and 
procedures had to be established which would enable the Presi- 
dent to bring together the key U.S. officials who dealt with the 
various aspects of forcign policy to consider the relevant facts, 
weigh the alternative courses of action, make the necessary policy 
decisions and see that they were carried out. The result was the 
National Security Act of 1947, which created the National Secu- 
rity Council to help the President formulate foreign policy and 
established the Department of Defense as a step toward unifica- 
tion of the armed forces. This Act also created the Central in- 
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tellicence Agency; it was the nation’s first separate peacetime 
iInteigence Organization, - 


Ce eo 

Those responsible for U. S. forcign policy in this period felz 
keenly the necd for more and better information on many un- 
familiar arcas and problems, and they decided that the task of 
providing much of this information should rest with men who 
had no direct policy responsibilities and thus no position to sup- 
port, no interest to defend. American leaders also concluded 
that the United States needed an organization able to perform 
certain tasks in the execution of policy that fell between the 
traditional instruments of foreign policy and the open use of 
armed force. Thus CLA was given three general functions: (1) 
to gather information by covert as well as overt means; C2) 26 
combine the information i¢ collects with that of other agencics, 
to evaluate it and to present it in uscful form to the policy- 
makers; and (3) to be prepared to intervene covertly in the 
affairs of other nations when so directed? 

“The communist seizure of power in China and Pcking’s in- 
volvement in the Korean War greatly intensified the cold war. 
This led to a major expansion of U.S. miliary forces and of CIA 
and other U. S. intelligence organizations. A less tangibic but 
perhaps more important effect of the communist gains in Easz 
Asia, coming so quickly after the imposition of communist rule 
on Eastern Europe, was to create in American minds the image 
of a worldwide movement of incredible unity and dynamism 
pressing hard on a disunited and weax non-communist world. 
America was the only serious obstacle to even more dramatic 
communist gains, and American leaders were determined that 
this country would not fail in its responsibilities as it had after 
the first World War. 


When uneasy stalemates developed in Europe and Hast Asia, 
the struggle between the communist bloc and the West shifted 
td yy, ¢ 


to Asia and Africa. In view of the inherent weenesses a 
mense problems of most Afro-Asian countries, iew peop 


n 
p1 & were 


confident that communism could be successfully combatied in 


2 CIA was thus the central clement of the intelligence community, and the Director of 
Central Intelligence was made responsible for codrdinating the intellixence activities of the 
U.S. Government, The iatelligence community is now composed of CLA, the Deparment of 
State’s Burenu of Intelligence Research, the Pentagon's Defense Lnielligence Agency, the 
National Security Agency Gvhich is responsible for comzaunications intelligence), the intclli- 
uence components of the Army, Navy and Air Force, and—oa certala mattersm-the intelli 


gence units of the Atomic Energy Commission and the Federal Bureau of Investigation. 
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all these lands. CIA was assigned an important part of the task 
of turning back the communist offensive—partly because in the 
atmosphere of those years Congress would not have openly 
provided funds for those liberal or leftist groups which were often 
the most cffective in opposing the communists. U. S. covert op- 
crations during the late 1940s and the carly 1950s were success- 
ful in a varicty of situations. CIA was gencrally regarded as 
something new, exciting and effective, and: it stood rather high 
in public esteem. 

Simultancously, the advent of hydrogen weapons and inter- 
continental ballistic missiles made it of crucial importance that 
the U.S. Government have reasonably accurate knowledge about 
enemy capabilitics. Fortunately, the technological revolution 
whicn led to the development of such weapons also made it pos- 
sible to develop means o! penetrating the Sovict veil of secrecy. 
The U-2, reconnaissance satellites and electronic intercept sta- 
tions around the cdges of the communist world enabled the 
United States steadily to increase its knowledge of the Sovict 
military establishment. 

These technological advances first came to public attention 
in connection with the U-2, which was an invaluable instrument 
of intelligence gathering until it was shot down on the eve of the 
1960 Summit meeting. The U-2 affair, followed by the spectacu- 
Jar failure of the Bay of Pigs opcration in 1961, ended the rela- 
tive immunity of such operations from public criticism. Those 
members of Congress who had long been convinced that the 
legislators should exercise a more formal and extensive contro! 
over CIA renewed their push for creation of a Joint Committee 
on Intelligence. The press began to take a more critical view of 
American intelligence operations, and gradually became eager 
to disclose information about them. From then on there were 
periodic revelations of past U. S, intelligence operations, and 
after cach disclosure there was a new outcry for more control 
over CIA and less reliance on it. (It was only among the novel- 
ists and television producers that the intelligence agent remained 
the hero par excellence.) 

The more critical public attitude was also stimulated by 
changes in this country and abroad and by the impact these 
developments had on American views of the world. The Sino- 
Soviet split, the declining intensity of the U.S.-Sovict conflict 
(especially after the Cuban missile confrontation), the growing 
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Ed] 
awareness that the intense nationalism of the Asian and African 
nations limited communist prospects in these countries, md the 
= upheavals in China gradually convinced many Americans that 


the external dangers were pecans: By the time Viet Nam ha 
reached crisis propor tions, the case for according higher priority 
to domestic affairs was winning growing support, especially 
among young people, To them Stalin was but a name from the 
past, and the Cuban missile crisis was cither a blurred nem Oey 
| or was looked upon as an aberration in Sovict policy. In this 
| atmosphere the revelation in 1967 that CIA had been supporting 
the National Student Association and other a ¢ institutions 
| led to such bitter and sustained attacks on the U. S. Govern- 
| ment and on CIA as to force a basic reéxamination of American 
intchigence activitics, 
Perhaps the most important lesson of these events was to make 
it clear that even supposedly secret Medliccnce organizations do 
not and cannot operate cuiside and apart from the American 
milieu or mood. Clear! y, American attitudes toward intelligence 
to the Ree view of the external 
dangers facing the United States and the forcion poney the nation 
should pursue. Yet today ae task of reaching even genera! 
agreement on these matiers ts mes t difficult. As he danger is seen 
less clearly, confusion concerning U. S. goals has corresp pondingly 
| increased, The United States is co6perating with the U.S.S.R. on 
| sonic issues and competing with it in others, The decline in many 
i Americans’ fear of communism and the lack of agreement on 
| _ torcign policy has led many to argue that pee operations 
| 


i 
| activities are closely related 


should be drastically curtailed if not eliminated. This raises the 
question whether the intelligence community can continue to 
neriorm effectively without some degree of consensus as to the 


threat we face. 
. Ili 
Although CIA’s covert operations have received most publi 
aveention sane criticism because of ee dramatic nature, fer 


ie cting, sec and report Ling ee oe These nes 
tics permeate the entire fo: oe cy process; important policy 
decisions and the allocation of bullions of dollars ofsen ees on 
udgments and conclusions reached by U.S. ligence 


j 
organizations, In such circumstances, intelligence ee 
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ccome involved in domestic political controversies. 
It is simple “+ state the formal responsibilitics and to describe 
the work, varicd and voluminous tnough it is, of the U. S. in- 
telligence community in the area of intelligence production as 
distinct from operations, It is to give the policy-makers jude- 
ments as to what the situation actually is in the world at any 
given time, whit it will be in the future, and (to a degree) what 
the implications of such judements are. A task simple to state, 
but awesome to contemplate. Historians tispute the memtiing of 
past events, students of contemporary affairs are seldom wholly 
persuasive when they desetibe current events and their jm- 
plications, and the difficulties of forecasting even gencral trends 
are obvious to all who have tried it and remember ¢heir record, 
To carry out its responsibilities the U. S. intel igence com- 
munity has become one of the largest consumers and producers 
of information in the world tocay—and thus in history. It 
gathers masses of facts, rumors and opinions by reading every- 
thing from Pravda to the cables of U.S. missions abroad and the 
reports of secret agents, and from the photographs taken by 
atellites to the information ¢leancd from National Security 
Agency reports. Even though much of this information goes no 
farther than the intelligence analysts themselves, the intciligence 
organizations regularly produce a variety of reports (National 
Intelligence Estimates, daily and weekly intelligence journals, 
special memoranda and various studies in depth) and send them 
forth to compete for the attention of the overburdened and ha- 
rassed policy-makers. 
in theory, the intelligence officer docs not recommend policy, 
but his decisions as to which facts are relevant and the way in 
Which they are presented can make a current poucy look sound 


ior silly, He docs not fulfill his role unless he brings unpleasant 


as well as welcome facts and analysis to the attention of the 
policy-makers, Yet the latter, who must also consider U. S. do- 
mestic needs, may have quite different ideas about which facts 
are relevant. And if the senior policy-makers are to iulf!l their 
responsibilitics to informa the public, they must present some of 
the facts upon which U. S. foreign policy is based; the danger 
is that their use of intelligence data and judersents will be se- 
lected in a manner designed primarily to justify their policies, 
hus the relationship between intellicence officers and policy- 
makers is as compiex and varied as the personalities involved. 
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Yer desnite the inherent tensions and frictions in this relation- 
ship, U.S. leaders have an indispensible asset in the U.S, intchi- 
genee community. It is worth the dohicyemakers’ time and trou- 
ble to keep the appropriate paris of the intellipence community 
informed of all i policy matters coming un for decision, 
and to learn where and how to tap into the intelligence appa ee 
in order to ask the right questions of the right people, It is also 
important for U.S, leaders to Jet the intelligence community 
know their opinion of the quality of its output. For the great 
danger is that the intelligence officer, often involved in tedious 
and painstaking work, will come to fecl completely cut off from 
the policy-making process. When this happens, he cither peccuies 
a time-server or else studies his subject only for its own sake 
rather than in the light of its importance to the United au. 
Rut, onc may fairly cisle, ets lic quality of Armerican intcili- 
gence research and analysis been such as to warrant this effort, 
or cven to warrant the cost of the Bs apparatust ven 
ae informed part of the public probably has only a vague impres- 
on of a few spectacular intelligence fa lie and of some of the 
outstanding successes, but no real feel for the gencral quality of 
the effore. CIA’s researchers and analysts have prcduced a broad 
range of studies of a qu ality taat often matches the best turned 
uc by universities private research organizations. Other 
parts of the intelligence community: have done very good work in 
more specialized fields, On the eee the performance of the in- 
teligence community has been effective, es pecially waen one re- 
members Amezica’s lack of experience >and the complexity of the 
problems involved, None the less, there have been more failures 
and, less exct asably, more mediocrity than the United States 
snould be willing to accept. 
In any case, there is no room for complacency, ‘The volurse of 


information to be processed will continue to increase and, while: 


pakaed C 


computers will in time be of growing value, sound human judg- 
ment will remain the crucial clement. Moreover, the tasks of the 


future are likely to be more difficult than those of the past, for 
international affairs probably will become more fluid and com- 
BIC HM Greater Cemalc exity and more rs pe change characterize 


the world of 1 the enre: the importance of a appraising the ate. 
tudes, capabilitics and intentions of oe a lations wait Mier case 
rather chan decline, Vet preciction is especially difficult ae 


ing mations striving to modernize, for in such ae tradi- 
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tional and modern attitudes are intricately interwoven. In such 
circumstances, the intelligence analyst’s perennial problem of 
deciding when a political leader or a nation will act “out of char- 
acter” and then of convincing his colleazucs and his readers to 
be ready for a discontinuity of behavior becomes acutely di%- 
cult. These problems will remain even if American involvement 
abroad becomes more selective than it has been in the past. 

‘The size of U.S. intciligence organizations gives them a great 
capability for research in depth, but their size also imposes limi- 
tations, for subtlety of thought is not the most noteworthy trait 
of any large organization. Special efforts will constantly be neces- 
sary to sce that thoughtful, unorthodox views and individual 
insights are encouraged rather than stifled by the system. 


IV 


The tasks of the CIA clandestine service are at least as varicd 
as those of the intelligence analysts and reporters, and much of 
what has been written about its activitics has condemned or 
supported its efforts rather than analyzed its functions. Essen- 
tially, a clandestine service performs four different types of activi- 
ties: (1) it collects information secrctly—traditiona! espionage 
or spying activitics; (2) it has a counterintelligence role—pro- 
tecting the United States against penetration by other intelli- 
gence services; (3) it works with the intelligence services of allies 
and, at times, other nations—exchanging information with them 
and sometimes helping them to protect their own societies against 
penctration or upheaval; (4) it conducts covert political opera- 
tions, which include advising forcign politicians, conducting 
covert propaganda, supporting labor unions or political parties, 
and occasionally attempting to overthrow a forcign government.’ 
These diverse activitics can be separated in theory more casily 
than in fact, since a CIA station abroad is at times involved in 
several activitics simuitancously, and they thus tend to inter- 
act and overlap. 

The most widely accepted of these activities is the counter- 
intelligence function, for it is difficult to criticize a government 
for striving to protect itself against penetration by forcign agents. 
The counterinteliigcnce function is not the exclusive responsibil- 
ity of CIA, however, for the military services and the }ederal 


2 Technically, covert political action is not an intelNpence activity, but since it is carried 
on by intelligence organizations it must be considered in any discussion of intelligence activities. 
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Bureau of Tavestigation are also aceply involved in this areca. 


he dilticulty of this tas in a world of shiftiag and Me 
is 
Act 


loyaltic ‘sis at tested to hy the varied list of men—Richard Sore, 
Klaus uchs, Kim Philby and Cieg P cnkovsky, to name but a 
few—-who long served gove-amenis other than their own. 

Most of the critics of CiA also accept the necessity of clan- 
destine intelligence collection, but there is considerable public 
confusion as to its purpose, va alue and limitations. All govern- 
ments try to keep certain of their actions and plans secret, and 
every government of consequence tr ies to secure as much of this 
information as it deems necessary te protcet itself against the 
actions of other nations and to formulate its owa pale es One 
sound basis. Properly conceived ana o; ser nttd, 2 clandestine col- 
lection system is ¢ essentially y an extension of a iene *s overt 
information system, and represents an attempt Lo 3 in key pieces 
of information that cannot be obtained frora open sOUIYCCS OF 
through other channels. 

foe neelligence supplicd by a Richard Sorge or an ee Pen- 
kovsky can be of momentous ee cance, As uch Vrevor- 

aid in his Sa article cn Kim | Philby: “To have 
nee ts table, oie placed 
porentiaily hosuic power, ne ACCESS LO ‘hard’? evidence, is the 
drenm of every intelligence service. _A well-placed agent of 
known boelty and intelligence who can advise his masters, an- 
swer specific questions, comment on che disjointed texts which 
ny Seeret Service picks up, correct the Hlusions to wich it is 
prone, has a value which transcends the occasional questionable 


lo’ 


accent in the center Or a 


scoop.” 
Buc there are few Sorges, Penkovsikys or Philbys, and the real 
weston concerns the wane of aie information suoplicd by the 
Le ‘ 


: 
a 

a Again Ta ne shhh ; re tote ” 

typical agent. Lveryone with any experience in collecting oF 


reading clandestine reports recogn izes that t 
uniquely important to the routine, whieb at best. con 
ma2ion ieee ae cugh otne r channels and at worst 2 
tru S 


ad 


: misiead. 

Wherever the aly lics, ee is natural that officers of the 

clandestine sc aaa to place a highc: value on Ce intelli- 

eeACOTICYy coq -c than do many forcign service officers or even 
intelligence analysts. 

Covert political action—ana particularly the use of private 


oF 


* ugh ‘Trevor- Roper, “The Philby ANair: Espionage, Treason, and Secret Services,” Li- 


CONE, April 1968 
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American institutions, sometin. with the knowledge of few if 


-any of their officials—is the principal cause of the sone 


surrounding CIA in recent years. A more recent criticism by 2 

increasing nunber of Americans opposed to tne basic thrwet OF 
USS. forcign policy is that CIA’s cobperation with foreign intcli- 
gence organiza tions in the area of countcrintelligence demon- 
strates that it is a prime instrument of a government intent 


‘on upholding repressive régimes against revolutionary move- 


ments dec Sioned to social justice. These 2 activitics have led to a 
broad and sustained barrage of: criticism, ranging from the 
thoughtful and scrious to the wild and irresponsible, and have 
even led some to suggest that CIA is an invisible government 
which really runs the forcign policy of this country. Whatever 
CIA im it is neither invisible nor a government. 

Is there adequate contro! of CIA within the executive branch 
—by the Whitc House, the Depa riment of Stat C, and (when ap- 
propriate) the Department of Defense? (in t his connection, it 
is important to distinguisa control from am fuence, fOr any OF 
the charges that CIA is not adcqua tely controled relesh tae 
conviction that tne Agency has tco much intiue nce.) CIA has 
always sccured approval from the senior policy-makers before in- 
itiating covert political action. Although for some years the pro- 
cedures for approval ef new programs were informal and estab- 
lished programs often were not subjected to critical scrutiny, 
these weaknesses have steadily diminished, * Voday covert notice 
cal activitics are approved and reviewed by 2 top-icvel commit- 
tec composed of scnior reas ers of the White Tiouse stair, tre 
State Department and the Defense ss Morcover, proj- 
ects are now initially discussed at lower levels with the relevant 
assistent secretarics in the Department of State or Defense. Am- 
bassadors in the countries involved are also almost always 
brought into this decision-making process. Control procedu res 
have “thus improved steadily over the years, and they enable the 
appropriate poli cy-makers to exercise efiective and flexible con- 
trol over the initiation and continuation of covert opcrations. 

However, these proccdurces will remain cffective only so long g as 
the officials involved remain determined to make them work 
rather than Iet them become a formal ritual. 

If control is not the problem, what have been the reasons for 
the troubles CIA has expericneed? And how damaging have these 


+ 


trouvles ! been in comparison to the substantial contribusion made 
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to Anmericai tae: by cover’ Operations, many oF Ww nich re- 
main seeret to this day? T make no pretense of having the back- 
ground necessary to answer the second question. Probably only 


a handful of men have, and none of them is likely to reveal the 


evidence which would support his conclusions, Flowever, it is 
obvious that covert oper ations have caused considerable trouble 
and that continual efforts to improve them are iuiclispe nse 

CIA’s covert operations have suffered from several specific 
weaknesses, Briefly, the clandestine service has not been able to 
maintain meta standards of secrecy and has overestimated 


ats abilhty to operate secretly, especially for prolonged periods. 


Phe U.S. Government’s policy of virtually automatic denial 
When accused of conducting a covert operation compounded the 
problem once an operation was compromised, Tinally, Washing- 
ton has often overestimated its ability to influence and manipu- 
ternal z affairs of others Se and has sometimes cxag- 

a e importance of doing so. ‘his latter criticism applies 
to its overt as well as to Its covert activitics. The Governracnt’s 
successes With both tynes of activities during the height of a 
coal war ied many officials to fail co recognize thar “Americy’ 
capacity to influence situauons abroad would decline when con- 
ditions changed. In time ay also discovered that some projects 
Which were successful in the shore run had no lasting effect. All 
or ne shortcomings tend to reinforce one anothe 

ine United Scates pitervenes in the nifaivs of fore a oh unitri¢s 
in a varicty of ways which clearly pose potizical and ethical see 
tions, but Intervention is not prima facie i al simply because 
it is Covert. Peopie will differ as to whetner the ends justify the 
meéans in particular clr CUMISTARCES; policy-makers can perhaps 


et 
ro) 

rt 

fe7 

laed 

— 

wo 

Cy 

me 

an 

ae) 

aa 


agree as to whether a propose 3 interver ition is necessary, judi- 

cious and well conceived, What is requir AS 

tion and a anon not to be eat by shori- 
erm consideravions, and these are qualities ee 26 wa end 

hele Guidelines can be set forth for some asnects of covert activi- 


les, | but x not for all of them, and It ig impor ae to understand 
the diferences invol ved, te 


ayf the CIA’s sharpest crities—the radicals Whe fayor support af revolutiowry Ove 
MeNis—were tof ain power in the United States, they would admiose cerriuly have to rel ly 
on covert opera aligns To achive their auns, Re: Wet ty and oupressive réclanes are not casily 
5 i, a3 Kiodesia and South Africa demonstrate, and wii nor lade away because of 
inom) Giasupravar of even economic buycert. An activist puticy short of direct military inter- 
vention Would lead such critics to adogt the very instruments and methods they had formerly 


denounced, 
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These political and moral problems, as well as those of secrecy, 
are most acute with regard to covert support of private Amcrican 
institutions. Whatever the areuments once advanceg for this 
practice (and some were compe ee they are no longer ncrsua- 
sive. On the basis of the Katzenbach (Gardner and Helms) rec- 
ommendations, folowing the 1967-disclosures, tig_U.S. Govern- 
ment has announced that it has abandoned secret subsicics to . 
private voluntary Amcrican institutions, The Katzenbach report 
did statc, however, that in cases involving overriding national 
security interests individual exceptions should be made, pro- 
vided Semen. stringent pReccducs were followed, This is a 

sound basic poucy, but should be supplemented by a major cifort 

by the Administration to secure Congressional approval for onc 
or more publicly financed agencies to extend support to private 
institutions wnen it is in the national interest to do so. Hf some 
new institutional arrangement is not made, the Government 
may in a time of danger fecl compelled to resort to covert sub- 
sidies again, and if this became known the domestic and forcign 
political impact could be extremely severe, 


Vv 


A second areca where a basic policy change would be helpfui 
concerns government-press relations. The disclosure o! a 
gence activities in the press in recent Seas Ish Clear. saioN: 
liability. hese dis closures hi eated a public awareness that 
the U.S. Government has, at ae st at thi mcs, resorted to covert 
Op cetrens in Inappropriate situations, failed to sisintoi secrecy 
and failed to review ongoing oncrations a rdequatcly, The public 
revelation of these weaknesses, even though they are now par- 
tially corrected, hampers Ci A (and the U.S. Government) by 
limiting those willing to coéperate W ith it and increasing those 
opposed to it and its activities, As long as such disclosures remain 
in the public mind, any official effort to improve CIA’s image is 
as likely to backfire as to succeed. 

Morcover, in the present atmosphere the press will seek and 
publish any information about intelligence activities 1t can ac- 
quire, probably arguing that, if it can learn abo: ut such activitics, 
other governments already | know of them, Even if some parts o7 
the press were sper toward discretion the problem would 
remain formidable. Voluntary press restraints would have to be 
accepted by virt ral] ly the entire newspaper, magazine, radio anc 


Approved For Release 2005/04/18 : CIA-RDP82M00531R000800060001-4 


Approved For Release 2005/04/18 : CIA-RDP82M00531R000800060001-4 


: 
ew 


PNAS GEGEN CIO AND VORTIGN. DOLIOY 2.03 
ney would quickly break down, Lepis- 


eclovision industries or ¢! 
: id even ienorins 


invion wither remitded fs alosiwabie er noe Ga 
the Constitutional probie hee is Impossible to achieve in the 
eset climate, and ic would be unwise to count on improved 
prospects in the future. a 12 


4 re 

‘There is one cl hange that coul a} be made to diminish these diff- 
culties, The U.S. Government in-the past almost automatically 
and immediately denied any charee that a particul ar event had_L 


d from a U.S. covert operation. ek netimes this ended the 
piitecr, huesa] often ¢ snough evidence came to ight to strip the f 
denial of a credibility or evea to force the u nited States to admit ci 

h ! 
i 


wus getting itscif into the worst possible position. 


theitrathy al 

Gradually the Government nas shited ee a poh a of virtually 
automatic and instant denial toward one of refusis * to coniment 
on such charges. Refusing to comment shou ae pecome a ae 


dol ley—-whe ether the charges are truc or false—and the Govern- 
ment should make clear from the outset chat this is now the basic 
information policy. A policy of re fusing to comment would not 
be easy to Initiate and maintain, espec fall Ly ii an accusation was 
causing a furor in a forcien country, but it would in time sub- 
antiguy improve the public nosition of the U.S. Government 


Tegareing covert operations. 
Nn any critics and some st pporeers of C34 nave suggested <wo 
changes involving Amerzican tntelligence activities which 


< would substantiall y improve the situation. One is to 


are cenay Yaa ae pee WC 
divice ew! TA $e oaratin o tne clandestine service frora the intelli- 
y SS 
er 1 


gence research and analysis function. Phe other involves the cre- 
AOR Ol a Ponit Congressional Committee on Intelligence to 
i 


0 
=a 
G 
rt 
Be me 


a 


oversee the activities of CEA and pechaps the ntelligence com- 
ponents of other government denartments as well. 


oo 
‘The arguments for and against < Givisicn of CLA are Intricate 
z ae, 
auc complicated, ihe areuments 1m favor are: (x1) the oreank 
Z2QU0N chat produces finished and evaluaced intelligence conch 


sions whi ic Acne pou ee uid not be the same organizadl a 
waich o:cen executes the policy decided upon—cven though u hese 


4 Jovion a i) ye rr “ 
PUNTO Ons aFe OTK mizationally scparated—test the possible | bias or 
eta Raye on! aly re mre adi« Assay sts: a i 
fe OS eratGrs. dilece the: jnduments or the analysts: (4) civen t 

] 


prescng reput tenon GlA Ree wose oo of evel nts, i its 


- wept wo Qh yo On oo] rad aan a 
reorensigation srobably Ould ease public concern at home and 
t 


abroad: ive ) SOD aT AIGA: OL i nections would lessen . the alicnation 
between much of the academi teectne! pecan rand youth 
y 
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on the one hand and the intclligenceagencies on the other, and 
would ease recruiting problems; ,( ae a rcorganization al ed thes 
lines me ably would make it casier to Improve the cover of clan- 
destine officers and increase their capanility to act secretly, 
iequaily weighty arer iments can be advanced asainst dividing 
CIA. These are: (1) CIA’s abulity to s sccurc money-iro om. Congress 
has been ee in ae to ‘the varicty of tasks it performs, which 
has given it a breed Conercssional constitucncy. ft is question- 
able whe Ae oe part of CIA responsible for research and an- 


alysis could secure its present level of funding if 1¢ were separate 
from the clandestine services, while the latter might suficr a 
similarinte-atter an operate: nal failure had become known; (2) 
the Director of Central Intclligcnce cannot be a strong jnde- 
pendent force as the President’s p: eo al intelHeence adviser and 
continue to be resnonsible for codrdinating the intelligence activ- 
itics or the U.S. Government unless he heads a broadly Desc 
organization; (3) it would be difficult to devise a diferent orga- 
nizational cover for the clandestine service which would be any 
more sccure; (4) CIA’s capability in the scientific field is an im- 
portant assct, and any division of the Agency probably would 
divide this group and weaken its capa bites; (3) operators and 
analysts cach benefit from the other’s substantive knowledac 
and experencc: 

On balance, the benefits of maintaining CIA as it js now orga 
NiZCG prese es outweigh the advantages o: sphiting it, but it 
would hz edly Pane 2S AACISASeCE 1b IE WET Aivaed, 

The case for creating 2 Joint Conercssional Committee on In- 
telligence rests lareciy on the vicw that such a committee wouid 

case Congressional and public concern about CIA activities. Ad- 
vocates areuce that the present subcommittees of the military and 
propriations commitices in the louse and Senate do not reall 
influence and supervise those activitics In ihe way Concec 
should and would if there were a Joint Committee solely involved 
in this task. On the other hand, such 2 committee should lowi- 


cally be responsible for all intelligence Crganiza a aid activi- 


-ties, and the Armed Services commiittecs are unk to puti 
Ps 


mildly) to relinquish their IME suiction over aes intel neice 
A formal Joint Committee would also create additional pressure 
on CIA to adopt a cautious and bureaucratic apnroach in a field 


_ 
where i imagination ¢ and a yare i nportant qualities, iinelly, 
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INTELLIGENCE AND 


the willingness of foreten inteliecuce serviecs to pass intelligence 
(Oe COUpeTAT OY ith, COA, beodise of toc fears hat such rula- 
tlonsinps wali): hésaie: hewn and. create domestic pont.cel 
problems. Vhese disadvantages seem persuasive, and to date a 
majority of Congress las: encheG ie Sanic< sonelusion.. . __ 


Moreover, it ism leading to suppose that peer ar ee Struce 
tures or executive-lcgislative velations are the basic problera in- 
volved in covert oper rtions, for changes in these areas would not 
touch the central issue, This is the question of p policy: under 
What circumstances should the Waited Statcs resort to covert 
operations? {¢ would be pe useful if a set of rules or even 
guidelines could be developed, but this is probably impossible 
unless one is willing to decree an absolute prohibition of speci 


kings of operations, and few pens. want their Governmont 
to be this rigid. ven Senator J. William Sulbright, in an eae 
waich attacks many of CIA’ s actividies and points out the corro- 


Y 


sive efiect they can have on en values, says that in times 


of supreme cmergency such a rigid rule cannot be applicd. “We 
ave compelled, therefore 6, tO ae down 2 qualified rule, a rule to the 
elect’ that the end alinos ever jusc!Ges tne means, that our 


L 
50! clicy must alm ost a “ys be open. anc nonést and niadée in. Ace 
cordance with consti sonar procedure,” 


“LHUS WE Cannot escane reliance on Peete Ce iclit. Gite Cnr 
judgement will depend on how we view our place and responsi- 
bilities in the world. This will involve us in pain ul di AC! mmas, 
fox the United States is trymg to do two guite diferene things 

slas ang 


simulte QniCOL 
VoLucs Wl! IC 
PEGLCCE its Secr 


! 
make in the field 


sly. It is trying to adhere to certain principles anc 
h Often sccin in conflict with the means employed rae) 
re 


rity 2nd Savence its interests, The decisions we 
: : sent ch teh way eran b 
cence will Uibatacely vellect the mies 


q 
1 
A 


accion between our estimate of the dancer we face and whe values 
we nold. American leaders will aced a sense of pECE orth ion, : 2 COMm- 
bination of boldness and caution, a thorough knowledee of men - 
and nat tions, and the nacommon quality of comma sense, Finally, 4 


they should haved the vision and strength of chai: acter to thinkin j 


*~ 


ersevig © of years and even decades rather tian weeks and months. 
‘Pnese are diMieult qualities to come by, buc unless they are pos- 


> 


sesscd in large measure py American leaders the United Szates 
a7 + 
ail 


# 
a ae 
a 


i be unable to conduct 2 successTul fore 12n policy in any area 


% Senator J. Wiliam Pulbright, “We Muse Nor Might Fire wi ich Fire,” Lie New York Lines 


By 
idagezine, Agzil 23, 1967. 
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The Clandestine Sorvice and CLA 


"1 his recent speech to the Amesvican Society of Newspaper 


Editors, the Director stated that itis "'...axiomatic that an intelligerce 
ice... must wrap itself in as much secracy 2s possible in order is 


wt 


operate cffectively. '' Additionally he giatec, ‘We propose to adap? 
intelligence zo American saciety and sot vice verse," There is an 
b 


obvious and increasing tension between these wwo statements. 


As ibe threat posed by Soviet Comsrvinism becomes haview and as 


anew genertion of Americans reach povitions of influence a 


the functions i dictates of secrecy wii] increasingly chafe against the 


sence to American 


> 


elli 


Local 


political des‘ rebility and necessity of adapting in 


society. Itis quite possible that a Sate range of technical collectior 
tasks, including’ overhea‘’ reconnaissance, will cease to be classimec. 
One may raise legitimate doubt about the need to continue to cloak 

in secrecy the scope and nature of our analytic and production 


5 


On the other hand, our Clandestine Service must operate with a 


ait Paeenee 2) 


secrecy as is feasible in a free society. Indeed, one can assume trot 


it was to the Clandestine Service that the Divector ‘referred when he 


meniioced axiomatic secrecy. Therefore,a continuous planning question 
is how best to structure and conduct necessary clandestine operations 
witn the maximum secrecy and effectiveness and with a very low 


bureaucratic profile. 
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One obvious step that has been much debated in the past couple of 


years is that the Clandestine Service be reestablished as an independent, 


separate organization. Indeed, such a move has been recently implied 


in the options suggested by the Office of Management and Budget to the 


President, The idea has an appealing purity and simplicity but man 
a 5 r) 


rightly feel that such a divorce is not the solution that we need and that 
legislation to implement the idea holds grave risks for the future ofa 


governmental espionage service. The pros and cons of such a move 


TC 


were skillfully discussed by William Barnds in his Foreign Affairs 


article, ‘Intelligence and Foreign Policy: Dilemmas of a Democracy, 7 
Rec fen Or a 

two years ago, | ive 

‘ t 


Short of this drastic and probably Harmful step, consideration should 


be given to what actions, if any, should be planned to insure a continuing, 


healthy, politically palatable, secret and effective Clandestine Service. 25 
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RECEIVED | FORWARDED 


"W, 


Executive Director~ 
Comptroller \ 


Red: ! 
I wrote the attached to clean 

up the one or two items on my 

platter that remained after the 

last meeting with the Director 

at eee I have not dis- D5X1 

tributed the other copies pending 

advice from you as to whether I 

should. You will recall some of 

the wilder allegations that were 

made at that meeting, and I think 

they should be put into perspective 

or corrected. On the other hand, 

I am quite prepared not to send 

it around if you don't think it 

would be useful at this point to 

do so. The last item is one we 

should pursue, however. ILLEGIB 


THK 


me 


, q 
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summary of Actions 


Director's Planning Conference 


1. The Director instructed that NSCID's and DCID's be reexamined 
and responsibilities for intelligence coverage be clarified. He also 
instructed that a hard look be taken at the consistency in the definitions 
applied to national intelligence and to what should be included in the 
national intelligence budget. 

Bis The Director asked the DD/I to check the benchmarks of 
Southeast Asian reporting by CIA operators to determine if an overly 
optimistic bias had occured and to identify where reports by CIA 
operators may have been incorrect, 

3. The Director instructed DD/S&T and DD/I to determine if 
documents exist which will support the DD/S&T observation that the 
present Intelligence Community management of the large collection 
systems has effectively held down and leveled out resources for these 
systems. [Mr. Duckett refuted the OMB case that claimed increasing 
costs of the large collection systems, and stated that in general the 
cost of the larger systems, as projected, evens out to about the current 
jevel. dubto decisions by USIB and the Director. ] 

4, The Director instructed the DD/I to seek a way to keep track of 


the proliferation of publications in the Intelligence Community. He asked 
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that the production offices concern inems elves with developing fecdback 
from consumers so as to assure CIA publications are responsive. 

5. YVhe Director instructed Colonel White and Mr. Proctor to meet 
with Mr. Schlesinger and provide to him the sense of discussions held 
during the session on production quality and control. He also asked 
that the matter of duplication in the Community be discussed with 
Schlesinger. 

6. The Director instructed that the DD/I analyses on source 
material used in the CIB be continued and published from time to time 
for everyone's use. It was agreed that such publications would not be 
circulated outside the Agency. 

7. The Director instructed that the entire question of distribution i 
centers and ee or other, be reviewed, that all i 
previous bets are off, and that Colonel White take a new look and present 
him with a paper on such improvements as are in order, 

8. The Director asked that Colonel White continue to press forward 
with the centralization of machine systems where economy and effic:. 
dictate such considerations and report to him on any structural or 
organizational changes which are @arranted, 

9, The Director instructed that Colonel White have an objective 
look taken at CIA security compartmeniation and the requirements and | 


procedures for communication and handling of various source materials 


2 
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as they relate to both CIA or the Communivy. The Director tadice. od ne 


was in favor of simplifying the entire range of clearances ana handling 
procedures. 
10. The Director instructed] to formally request -ne 25X1 


300 acres contiguous to the headquarvers si: eld by the Bureau of 

Public Roads and to retreat from that request only under very extensive 

pressure. A plan should be prepared which will include all valid 

arguments, including security, as support for this acquisition. | The 

Director noted DD/S planning to expand the Printing Services Butiding, } 
ii. The Director instructed that R&D be decentralized in iv - source 

review and display and that final determinations of the levels of R&o 

for a Directorate be a product of the Agency's program review procédures. 


iz. The Director instructed[ fo report to him regu-arly 25X11 


on the load carried on CIA links in privacy communications {| 25X1 
LT 
13, The Director instructed that all parties give thought to how 
we can record CIA achievements, particuiarly on the R&D front. he 
proposed to DD/S&T that he have a series of classified articles preparea 
for Studies in Intelligence. : 
14. Mr. Proctor agreed to a general policy that [ oui consider | 25X11 


qualified candidates from anywhere in the Agency and look to DD/?P 


for suggested applicants with overseas service. 


3 
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2S. he Director instructed that full force be given to making the 
working space pleasant for our people and noted that painting and 
redecoration of inside space, etc., were useful projects and should 
be supported with funds. 

16. The Director indicated that he would plan to speak to any 
questions younger Agency officers wish to ask during the State of the 
Agency session. He asked that Colonel White, the DD/I and Mr. Huizenga 
get together and insure that the content of that message was in some 
part directed to the questions being raised by this group generally. 

The Director urged that all parties remain open to communicating with 
young people. 

17. The Director asked that the DD/S&T and the DDCI stay in close 
touch with the reported interest of NSA on the question of the ELINT 


charter. 
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"Reorganization is the permanent condition of 
a vigorous organization. "' Roy Ash 


A. The Setting 

1. A national consensus is developing that resource priorities 
should shift from sorunee and foreign affairs to domestic ills. 
Furthermore, due to nuclear stalemate, improved international 
electronic communications, and frustrated human expectations, 
the world is becoming increasingly conscious politically, and 
multi-polar; i.e., no longer oriented only to éommuniei/ 
non-communism or East/West thinking. These trends, coupled with 
the catalytic action of technological change, will impact on the way 
the Director of Central Intelligence fulfills his roles of intelligence 
advisor to the President, overseer of the costs and product of the 
Intelligence Community, and director of clandestine scene: 
B. The Record 

2. In response to new technologies, consumer demands for better 
focused intelligence assessments, domestic eneoee: and tighter resource 
review, the Agency in the past decade gained: 

- A Directorate for Science and Technology 


- a batteryof dispersed and expanding computer 


capabilities 
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7 - a reasonably well-integrated planning and 
cmt programming review system | 
- a more responsive support apparatus 
a 
- a reconstituted and expanded paramilitary 
sao capability 
25X1 7 
a 
= - a deeper and more specialized analytic 
2 capability seteplianied in organizations like the 
Office of Strategic Research, the Counter 
= Intelligence Staff, FMSAC, and COMIREX 
Qo - a reduced and more appropriately oriented covert 
action arm 
i 
- a more pointed training establishment 
ena - massive information handling expertise, 
including the build-up of NPIC. 
=a ’ 
Z 
25X1_ 
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- C. The Question 
sm 3. The question before us is whether the management structure 
and practice we have will meet the requirements CIA will be expected 
~ 
to fulfill in these changing times and ‘support the Director of Central | 
_ Intelligence in his coordination and resource syed role. 
D. The Pressure 
a 
4, The President, Mr. Kissinger, the Office of Management and 
oa Budget, the various elements of the Intelligence Community, and 
= Congress are concerned about the cost,and responsiveness of intelligence. 
Proposals on how best to get a hold on the Intelligence Community are 
= being considered at the highest levels. The ena search is for 
- improved and responsive management -- a major government-wide 
theme of President Nixon. The strategy is a shift from reaction to 
- 
initiative and action. 
Sad 5. On the fiscal responsibility front, the Director of Central 
Intelligence certifies approximately [i pnnwally of the total 25X1 
ars intelligence budget. This figure includes CIA, NRO a 25X1 
us and those funds received from other departments and agencies for 
specialized R&D and support to Southeast Asian paramilitary 
" operations. “The certification of the legitimate use of these funds 
=) 
na 3 


ee 
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7 places the Director in the position of overseer with full authority and 
a responsibility to satisfy himself, the White House, and Congress of 
. the need for the substantive programs or projects and the legitimacy 
os 
in using his extraordinary authorities. 
a 6. Further, traditionally, and at least Cosmenesity, the leadership 
responsibility of the DCI implies defense of all Community activities. 
vad ; 
So far these leadership responsibilities have been viewed by all 
iz Directors more as impositions on their time than as practical manage- 
3 ment authorities. Over the years we have heard statements that the 
C Director has no way of responsibly overviewing other intelligence 
om agencies! programs. Attempts have been made to use USIB for the 
= purpose. The NIRB has been created to make important reviews of 
substantive matters and advise the DCI on options. NIPE has kept 
> lines of communication open with Defense and State and Community 
i resource paperwork flourishing. OMB has promoted a CIRIS system 
which the DOD has touted to Congress. The real facts are that no 
~ President has truly called upon the DCI to review Community plans 
‘ai and programs, approve Community budgets Suet personnel levels, 
and substantively certify to eeiieeriente: No President has included 
= the DCI in resource deliberations. Thus, te the past, all Directors 
- have been reluctant to push the Community management theme. 
25XxT 
4 
ae! 
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= E. The Planning Topic 

a 7. It seems appropriate that a planning conference give thought 
to the Agency structure and management style needed to meet the 

? mission of the seventies. Restructuring is no panacea, but it does 

a offer a starting point for a penetrating and worthwhile discussion of 
our mission and will permit the planning conference to focus on most 

i , 
of the issues the Deputies have proposed for the session. 

~ 8. How best can we organize our command and control structure 
to produce a higher quality product, to improve management of the 

on 
Intelligence Community, and to get better results from our covert 

~ operations ? 
F, The Proposal 

Po 

9, A functional realignment offers one logical approach: with 

= directorates for technical collection, clandestine operations, 

” production, and support; and a new directorate to encompass all 
information processing and communications tasks -- a growing technical 

ad dimension to our work. 

i 10. Function alignment is not radical. It has the advantage of 
specializing the responsibility of directorates, reducing span of control 

- and it recognizes the varied dimensions to managing each specialty. 

- At Agency level we already present plans and undertake resource 
review in terms of the functional missions of the Agency. 


5 
ss Approved For Release 2005/04/(B'" CIA-RQP82M00531R000800060001-4 


wine 2000 SOREL 
Approved For Rel®Sse 2005/04/48 Vée\A- DP82M00531R6e6800060001-4 


11. In addition, such an alignment could allow the Director of 
Central Intelligence to use his Agency Deputies as the driving force 
for coordination of Community matters. Staffs and boards can only be 
tools in the coordination process. To be meaningful, coordination 
must have a substantive base and must be located in the hands of those 
who can decide. It reaches beyond tools like CIRIS. The substantive 
knowledge of the Deputies will provide an essential authoritative force 
for meaningful Community Ashi abiice and evaluation, 

12. In this scheme, the DD/I would be responsible for overview of 
all resources expended on production, Community-wide, its quality, 
quantity and cost. Under NSCIDs, the DD/P already has responsibility 
for clandestine coordination but in practice this responsibility has 
not extended to resource review. This proposal would expect him to 
focus on the coordination of resources for U.S, Government clandestine 
operations, under the mantle of the Director. The DD/S&T would be 
charged with overseeing for the Director the broad range of technical 
collection and related R&D; he is partially involved now as CIA Director 
of Reconnaissance. This task would involve all technical collection 
systems producing intelligence, including SIGINT. The DD/S would 
focus on the Agency's human needs and administrative systems to support 
our people. The new Directorate would provide the Director with the 
technical expertise in communications and information handling, a 


growing and expensive dimension in Community development. This 


ere 


eb ae 
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in Directorate would integrate the substantive information base and 
Pe systems for all-source communications and processing. It is 
important to note that in the reorganization proposed, RD&E is 
al 
decentralized. Obviously the Deputy for technical collection has 
cm a major R&D interest and coordination role, Community -wide. 
The Board of National Estimates could continue as at present. 
taal 
13. The mounting detail and paper flow attendant to the Director's 
= substantive liaison with the NSC, USIB, PFIAB, 40 Committee, etc., 
also should be addressed in any structural shift in CIA. An executive 
~_ 
* secretariat offers a convenient and effective machinery to keep the 
a DCI staffed on these matters. Lastly, a small staff should be set up 
. at the DCI level, probably under D/DCI/NIPE, which, working with 
| 
NIRB and USIB, could probe and evaluate the quality, quantity and 
= format of intelligence products and collections systems. 
aad = Shaded. Scheid — ee 
= 
| 
aa 
| DDCI : 
=: ExDir-Compt [ 
Gc] ud f 
wal 
Processing & : Technical landestine 
ene Production . ; 
~ ommunications Collection Operations 
25XT Note: A more detailed chart is attached at Tab A. 
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14, Two major gains envisaged in this proposal are the 
broadening of the DCI's management span through his Deputies and the 


conservation of his energy and personal time for his responsibilities 


to the President and Congress. Accordingly, under the proposed structure, 


the DDCI, as the second statutory officer, “would continue his role with 
NIRB in overviewing and evaluating the need for Community intelligence 
systems and the quality of product. The DDCI also could absorb more 
of the tasks related re covert operations as well as serve as the 
Director's alter ego. The Executive Director's role as integrator 
in Agency planning and management and as Chief of Staff would be 
formalized. The Deputy Directors would continue to work directly 
in support of the Director, adding the dimension of coordination of 
Community matters in their functional fields, Each would accordingly 
need a very strong assistant or chief of operations. 
F.. Discussion 

15, Restructuring can provide certain ancillary benefits including 
opportunity for new personalities to emerge and old habits to be shaken 
off; fewer career paths; lessening red tape; and fostering creativity. 
Additionally, it can provide a more rational structure for financial 
and personnel management. However, reorganization could serve 
more fundamental, comprehensive and substantive ends as well, 


They are: 


8 
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= a. Help focus command responsibility in a more specialized 


way. This should provide for greater command time and attention 


oat 
to each specialty. 
= b. Strengthening our interrelationship with and guidance to 
- the rest of the Intelligence Community. 
16. While functional alignment in CIA and perhaps ultimately in 
~ the Community can maximize specialization and provide better overall 
= peueaeee visibility, it will not of itself lead to more attention being 
given to results. This kind of attention must come from the leadership; 
- the system must have incentives built in which go beyond structural 
a tidiness alone. Such incentives can take many forms ranging from the. 
psychic satisfaction implicit in fulfilling one's responsibilities to the 
= more mundane but tangible institutional considerations, program approval 
= and the budget slice. These latter two are important levers in the hands 
of the Director and can provide a definite integrative force -- a force 
z which overcomes the parallelism of the functional approach and which 
_ can be turned on or off depending upon the Director's satisfaction with 
the results achieved. The ‘Piecidencta behavior in managing his budget 
and the underlying concepts behind the overall governmental reorganizations 
_ being proposed clearly recognize the importance of resource allocations 
as an incentive device. 
17. At present we manage according to a "first among equals" 
‘ial 


practice in which a Directorate is not inclined to advise another 
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- Directorate how to run its business. With today's large technical 

aba systems and with the present diffusion of functions in CIA, the 

requirement for cross-directorate advice increases, The DD/S&T 

7 is actively engaged in production, collection, IP&E, RD&E, and 

i communications plus costly projects with NRO and [ The DD/I 25X1 

engages in collection, IP&E, and RD&E as well as production. The 

= DD/P engages in IP&E and RD&E as well as technical and agent collection 

= and covert action. The DD/S engages in collection, RD&E and IP&E 
in addition to his communications, program wide, and people-oriented 

ami 

responsibilities. Although the "first among equals" practice provides 

aes primacy to the DD/S&T in RD&E matters, to the DD/I in substantive 

= intelligence production, and to the DD/P as the Director's overseas 
manager, the disinclination to advise another Directorate on how to 

7 run its business prevails. This'politeness''can impact negatively on 

= what we do just as surely as the opposite, excessive compartmentation, 

eas 18. The diffusion that exists within CIA is paralleled in the other 

es Intelligence Community agencies, All suncies have resources devoted 
to both national and departmental intelligence, and to military and non- 

- military matters. In a community sense, the question of duplication 

ae is often raised. Countering the duplication concern, particularly in 
production, are the advantages claimed for competition in the analytic 

sat 
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process, When one considers the all-source nature of intelligence 
ad analysis, and looks at the high cost collection systems involved, it 
seems obvious to say that those systems have developed incrementally 
7 and for the most part individually, without systemic planning in the 
aad community sense. The intent in proposing a more sharply functionalized 
focus within CIA is ts better attend to the tacks of today and tomorrow 
aa 
and to stimulate some parallel restructuring within the Community. 
a 19. In the reorganization proposed, the role of the Executive 
7 Director as in-house catalyst, coordinator, and planner would be 
enhanced. Deputy Directors, presently harried by wide-ranging 
a management tasks, should find increased time for planning and for 
a positive interaction with the other Deputies. This interplay of 
expertise should help the Director, the DDCI and Executive Director 
- oversee and deal with large and complex intelligence programs with 
oe cross-functional implications. Examples of such programs that have 


in recent years called for collective, creative expertise and new 


management perceptions are: [sf] —__—Southeast Asia 25X1 


= paramilitary, SIGINT collection, ADP applications,| 25X14 


developments, and the like. Agency activity supporting NRO and | 25X1 


are examples of new challenges with an integrative technological force 
a of their own, breaking through traditional, administrative forms and 
boundaries. 
a 
11 
25K 166 


Approved For Release 2005/04/18 :C}A-RDR82M00531R000800060001-4 
MWA 


a Approved For Release 2005/0818) bid kDP82M00531RgQ0800060001-4 
™ G. The Management oi 
2 20. The need for better review and coordination of complementary 
intelligence systems, quality output and efficient cost analysis is 
- inescapable. Under present structures,- the Director of Central 
ai Intelligence is the only line officer the President can look to for this 
sehecemient task unless he chooses to alter the present line-up. 
7 It follows that the Director of Central Intelligence must have an 
oo extremely qualified and responsive Sepenigeon to assist him. 
21. The Agency provides one important tool at his disposal. 
ae 
A stronger central staff -- a kind of community comptroller = would 
- provide another. DOD's voice is strong in aises arrangement 
a prevails, so accommodation to the old idea of a Deputy Secretary of 
Defense for Intelligence is a possibility. The key is to determine how 
a the DCI's substantive judgment can be inserted forcefully at all points 
_ of resource planning. 
H. Conclusion 
= 22. Given the White House concern over management ef the 
a intelligence activities of government, the reasonable expectation that 
hard-nosed program overview must exist in all cases where the 
Director's certification authorities are employed and the view on 
the part of some Congressional leaders that the Director should be in 
a position to provide substantive evaluation and budgeting explanation 


of Community intelligence activities, it seems logical and prudent 
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that serious thought be given to new initiatives now with respect to 


the Director's role. The Agency is a good place to start. 
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(No change) 
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